Introduction
School-based management programmes are currently launched in various regions of the world to enhance education quality in schools. However, the extant literature suggests that the effectiveness of school-based management is not confirmed. In particular, there is an absence of empirical evidence that school-based management is related to students' educational outcomes (e.g. Arnot et al., 1992; Cheng, 1992; Malen et al., 1990; Mitchell, 1991) . Also, many implementation difficulties hindered the success of the school management reforms.
The observations of Caldwell (1994) , Symths (1995) and Cheng (1996a, 1996b) may perhaps provide an explanation of these issues. Their view is that contemporary practices have seemingly put very little effort into involving and facilitating teachers in selfmanaging their work. If we believe that the effectiveness of the school is largely brought about by teachers, self-management in schools should, apart from school level issues, also involve teachers at the group and individual levels (Cheung and Cheng, 1996a) .
Furthermore, unexpected restraining forces often come from teachers when their schools launch school-based management changes without a comprehensive strategic plan. Causal and fragmentary launching of school-based management may inescapably face resistance and, thus, may result in ineffectiveness, if not a heavy burden to school members. It is not a surprise that enhanced school effectiveness in many school-based management reforms may not be achieved as expected at the beginning.
To tackle the conceptual problems in school-based management, Cheung and Cheng (1996a) proposed that a multilevel framework is critical for practising self-management in schools to pursue education quality and school effectiveness. Based on this framework, the present paper attempts to propose strategies for effective launching of multilevel school self-management. Hopefully, these strategies would be helpful to school practitioners in minimizing restraining forces and developing comprehensive plans to implement school-based management successfully in ongoing and future educational reforms.
Multilevel self-management in school
Self-management at the school level
The initial stage of a school self-management process is environmental analysis in which the school (including all the concerned school members) as a whole reflects on its internal and external environment relevant and crucial to its existence in terms of strengths, weaknesses, opportunities and threats. By performing this analysis, the external and internal environment is monitored and the results of analysis will serve as the bases for planning. In the planning and structuring stage, the school establishes school direction, policies, programmes, budget, organization structure and work procedures. The practice of participative decision making in this stage may develop a sense of ownership among those participating and the resulting resolutions will have a greater chance of successful implementation. The establishment of appropriate organizational structure and work procedures includes an appropriate communication flow, delineation of relationships, job specifications and position requirements, chain of command and other related issues. With attainable school plans and appropriate structure, the self-managing process then This is one of the papers from the research project entitled "School-based management: research and development" sponsored by an earmarked research grant of the Research Grant Council of Hong Kong to the second author and a research grant of the Hong Kong Institute of Education to the first author. The authors would like to acknowledge the Council's and the Institute's financial support.
[ 160 ] proceeds to the staffing and directing stage. Staffing includes the recruitment and induction of new staff as well as professional development of all staff for competence in achieving the assigned tasks. The school at this stage also focuses on delegating responsibilities to staff, motivating staff towards outputting quality work, co-ordinating and providing directions to staff. After the above stages, the school as a whole implements planned programmes. During and after implementation, the performance of the school as a whole is evaluated and monitored with its established reporting and evaluation system as well as the reward system for its task/programme groups. The information obtained is valuable for the school to move forward to start the environmental analysis stage of the next self-management cycle. In this way, the cycle of self-management at school level continues.
The above cyclic self-management process allows the school as a whole to be aware of the changing challenges, to readjust its school mission, policies and action plans to these new challenges. In this way, self-renewal and learning occur as a result of the school's adaptability to the ever changing external and internal environment.
Self-management at the group level
In the 1990s, the work world leans towards participative management through the introduction of self-managing work teams by empowering staffs which elicits commitment and work initiative of employees. Thus, this self-management of staff is essentially required for top quality output of organizations in general and schools in particular. A work group may be considered as a small organization in the school. Based on this, the conception of self-management at the school level might be extended to the group level. Within the available autonomy and boundaries in the school, self-management process at the group level may also include environmental analysis, planning and structuring, staffing and directing, implementing, and monitoring and evaluating. Practising the self-management cycle, groups can be aware of the ever changing internal and external challenges, develop group members to face and manage these challenges, and achieve the group and school goals. In this cycle, groups are self-educating and self-renewing.
Self-management at the individual level
A self-managing group without self-managing individuals will not function effectively. A self-management process that facilitates the individual to be responsive to external challenges and enables individual continuous self-learning is important. The above presented self-management process at the group and school levels with appropriate modifications may serve this purpose. Thus, it is conceptualized that within the available autonomy and boundaries, the individual staff work through their self-management process including environmental analysis, planning and affiliating, developing and directing, and monitoring and evaluating, as follows. At the initial stage, the staff as individuals reflect on their internal and external environment. Internally, they reflect on their personal attributes in terms of strengths, weaknesses, opportunities and threats as members in the group and school. Externally, they reflect on their relationship with other members, students' ability and parental expectations, competition and co-operation with colleagues, etc. Then, based on the results of environmental analysis, they formulate their own directions and courses of action (e.g. the style of teaching) to accomplish the assigned tasks within the available autonomy and allocated resources. Their action goals and plans should be consistent with the group and school goals. They also establish good affiliation and relationship with colleagues, students, parents and members of the community. Furthermore, they invest their effort in developing their professional competence through frequent attendance at professional enrichment programmes and exchanges with colleagues. They direct themselves to the planned goals and activities by proper allocation of personal resources, such as time and attention. In the implementing stage, they refine their actual performance in implementing the programme through frequent rehearsals, self-reward and self-punishment. They monitor and evaluate their performance through self-observation in accordance to their set performance standards. They then use the results of self-evaluation to initiate their next self-management cycle. Through continuous self-management and learning, teachers become more flexible, adaptable and effective in achieving their assignments.
With mutually consistent self-management practices at the individual, group and school levels, the school as a whole becomes a Strategies for launching multilevel self-management in schools
To tackle the difficulties of implementing school-based management initiatives, we need to see it as a change initiative to shift a school from the traditional school management to self-management at the school, group and teacher levels. According to the concepts of Lewin (1952) , Schermerhorn et al. (1982) , Ng and Cheng (1991) and Cheng (1996) , school change will be successful if we are careful in working through three stages of the change process: unfreezing stage, changing stage and reinforcing stage. Thus, in order to launch school-based management effectively, we should invest our effort in managing these three stages, as shown in Table I (Cheng, 1996) .
The unfreezing stage: preparation for multilevel self-management
The unfreezing stage aims to prepare a better situation for launching self-management in schools. Due to the increasing pressures from internal and external school environments, a school needs to make changes and adapt to these challenges for its survival and longterm development. But, unfortunately, school members are often burdened with daily workloads and are used to the existing practices and procedures. They may not be aware of the impact from these internal and external challenges and they may ignore the need for self-management at the school level, group level or individual level. Therefore, in the unfreezing stage, the agent of implementing a school self-management project (SSMP agent) should help the school members to identify and understand the need for a change to the self-management mode and then establish this need in the school plan or programme plans for action. In order to create a better atmosphere for the change, publicizing the need for such a change to all involved members is necessary (Cheng, 1996) . The implementation agent should analyse the force field to change and develop strategies to increase the potential driving forces and minimize the potential restraining forces. At this stage, the major strategy is that the agent should help those involved members to have the necessary psychological (i.e. cognitive and affective) readiness and technical readiness through staff development activities. In other words, school members should be well prepared to understand the nature and meaning of multilevel selfmanagement, be willing and committed to it and have the necessary competence to implement it. At the same time, the agent should prepare the necessary resources for the change.
Some of the major characteristics of affective and cognitive readiness are given in Tables II to IV and these can be used to direct the unfreezing actions. Some examples of possible activities or actions for building up readiness for launching self-management at the school, group and individual levels are also provided in these tables.
Obviously, there are three levels of unfreezing, such as individual teachers, groups and the school as a whole. In general, priority should be given to "unfreeze" teachers first. However, each school may have its own unfreezing priority depending on its own readiness conditions. Readiness assessment at a multilevel should be necessary before any unfreezing work can be done. The assessment results will provide a clearer picture for the school to set its "unfreezing" priority. In some cases, the enforcement of practices at a higher level, e.g. the school level, may induce an "unfreezing" effect at the lower level, e.g. the teacher level. For example, the effort to develop a commonly shared school mission at the school level may inevitably create a sense of ownership in teachers. Thus, teachers may probably have a higher degree of acceptance of more responsibility and commitment. In this way, the level of readiness for practising teacher level self-management is also increased.
The changing stage: practising multilevel self-management cycles
After the unfreezing stage, the planned selfmanagement activities can be implemented according to the above multilevel framework proposed by Cheung and Cheng (1996a) . It may not be necessary to implement self-management at all levels at the same time. The timing for facilitating a particular level's selfmanagement should be taken cautiously. The readiness of each level should be assessed first. The SSMP agent should not begin to facilitate self-management at a particular level if the corresponding readiness is not reached. Mutual influence exists among the selfmanagement practices at the school, group and teacher levels. Thus, when practising multilevel self-management in a school, care should be taken to ensure as far as possible the highest degree of consistency in selfmanagement practices among the three levels. The higher the degree of consistency, the greater the synergy derived from the practices. Also, a self-management culture may be cultivated more easily for school members who persistently practise self-management and engage in continuous self-learning and renewal.
In general, the work groups may also have similar patterns of management cycle duration from a few months to one academic year, depending largely on their group plans. But for self-management at a school, the cycle duration may last from one to three academic years. Comparatively, the self-management cycles for individual teachers may be shorter, ranging from a few weeks to a few months or one academic year because their tasks would be smaller than those of groups or the school. In sum, the duration of self-management cycles varies among individual teachers, groups and schools. In the process of implementation, there should be not only technological changes in management, teaching and learning but also cultural changes in values and beliefs about school processes. The affective, behavioural and cognitive aspects of school managers, the principal, administrators, teachers and even parents, if necessary, are correspondingly changed according to the needs of the multilevel self-management framework. Monitoring the implementation process is necessary to ensure the progress towards the planned goals of self-management. In the process, the implementation agent often needs to clarify the emergent psychological and technical uncertainties and reduce their potential damages to the change. And, the involved actors sometimes need to learn new ideas and techniques and develop new goals in the process, if necessary Cheng, 1996) .
The reinforcing stage: reinforcing multilevel self-management practices
After the changing stage, the implementation agent will try to refreeze the positive outcomes of the change. The purpose of the reinforcing stage is to maximize all the advantages gained from the change to multilevel self-management and perpetuate the positive effects for a longer period. Of course, in this stage, eliminating the potential side effects is also important. According to Cheng (1996) , this stage may generally include the following important tasks:
• Identify and confirm all the important, overt and hidden, planned and unintended advantages generated from the launching self-management.
• Identify all the important overt and hidden adverse effects on different aspects of the school or members and eliminate them as soon as possible.
• Estimate all types of monetary and nonmonetary costs for the implementation of self-management.
• Assess the effectiveness of the change by comparing the achievements with the planned goals and comparing the gained advantages with the disadvantages and the costs.
• Propose recommendations for further actions according to the above evaluation and analysis. • Make modifications (if necessary) on the technological aspects of self-management implementation according to the above evaluation and analysis.
• Institutionalize the successful technological changes in self-management and the related experiences in order to perpetuate their advantages and benefit more people in future practice.
• Internalize the successful cultural changes among school members through reflecting on the successful experiences, discussing the difficulties and their solutions, providing intrinsic and extrinsic rewards, celebrating the success through ceremony or rituals, providing a vision on the meanings of the change, etc.
• Clarify the uncertainties and frustrations due to the unsuccessful experiences and encourage continuous learning and development from these experiences.
The above list can provide some basic guidelines to reinforce positive practices and outcomes and maximize advantages from the change to multilevel self-management. Of course, in practice, the refreezing strategies for different schools may be different, depending on the specific conditions of the schools. Also the strategies for different levels may be different too. Based on the above basic guidelines, some areas of reinforcing work at the school, group and individual level are outlined in Table V for reference.
Skills for launching selfmanagement initiative
The launching of almost all change initiatives will face resistance, and need appropriate skills and strategies to maximize driving forces for change and minimize the associated resistance (Cheng and Ng, 1995) . In order to work effectively through the three stages of change, the SSMP agent may employ a number of skills to reduce resistance and gain support from work groups and individual staff members. According to the conception of Dunham and Pierce (1989) , these skills may include: education and communication; participation and involvement; facilitative support; emotional support; providing incentives; manipulation and co-optation; and coercion. The use of education and communication skill requires the SSMP agent to provide all relevant information on self-management for school members and work groups. In the process, the SSMP not only explains the information provided, but also collects views from all parties concerned. It may be achieved through organizing different seminars, workshops and training programmes for teachers and work group leaders. Through these activities, the school may reduce misunderstanding and provide opportunities for the key actors at the three levels to acquire new knowledge and skills. This is especially instrumental in the unfreezing stage for inducing readiness. However, this skill also has its limitations. It takes a considerably long period of time and lots of resources to achieve the intended outcomes.
The second skill is participation and involvement. Involving those concerned in developing plans of launching self-management will generate a high level of commitment and support to the resulting plans. This is actually the essence of practising self-management at multilevels in schools and is a very effective and essential skill to induce high levels of commitment and support. The key is to invite school members to provide views and, to a certain extent, be involved in formulating the school plans and work group plans. The school should provide the required information and support. This skill is especially useful when the work to be done is at the operational level. For example, involving teachers and parents in the planning and organizing of a "Saturday consultation centre" for parents or supportive parent networks. In this way, all parties concerned may develop a sense of ownership of the plans or projects. This is essential for successful implementation of the work plans at the school and group levels.
In order to maximize the effectiveness of this skill, the school and the groups should provide comprehensive information, time and resources to facilitate the development of good quality work plans. Moreover, the school and the groups need to handle carefully the diversity of views in the course of planning from teachers. If not handled carefully, a high level of dissatisfaction in school members may be generated. However, once compromises are tactfully reached, a very good chance of effective implementation of the plans may be expected.
The skill of facilitative support is to provide concrete supports to school members and work groups during their implementation of self-management. This skill is especially important in the implementing stage of the self-management cycles at multilevels. The support may be included in areas like technology, training, material, time and constructive views. For examples, the school and work groups may provide opportunities for teachers to achieve relevant professional competence to do SWOT (strengths, weaknesses, opportunities and threats) analysis or development planning. The successful facilitative support skill often requires a lot of resource input. The associated costs may be high. However, it provides very direct support to the parties concerned and benefits the smooth launching of self-management.
The use of emotional support is especially useful to school members who have developed negative feelings towards the introduction of multilevel self-management in school. It can settle down the emotional frustration of teachers due to the change. It can also reinforce good work. If used effectively, teachers may be pacified and a positive attitude towards the self-management initiative may be restored. One advantage of this skill is that not much resource is required. Concrete examples of using the skill are plenty. For examples, the SSMP agent may encourage teachers by praising their good practices, comforting and showing concern to those who have developed negative feelings. Of course, it is difficult to use this skill systemat- 
School level
Establish appropriate mechanisms and structure to strengthen communication among work self-management groups; and to evaluate the effectiveness of shared decision making in school policies
Reinforce and reassure the possible positive experience of teachers' involvement in shared decision making, e.g. emphasize win-win situations between groups; achievement of school plans; the school's flexibility and responsiveness in handling crisis; etc. Identify areas for improvement and develop strategies for solving difficulties and conflicts between groups Organize sharing sessions for teachers and school managers to reinforce the positive experience and formulate future plans Assist the teacher and parent representatives who serve on the school management committee to report back their positive experience to other teacher and parents' organizations respectively Improve the mode of election of teacher and parent representatives in the school management committee
Group level
Establish appropriate mechanisms to strengthen information flow among group members; and self-management to evaluate the effectiveness of shared decision making in group plans Reinforce and reassure the positive experience of group members' involvement in shared decision making, e.g. emphasize win-win situations between members; achievement of set goals; effective use of resources; fruitful and mutual learning among members; establishment of a good group reputation; and the group's ability to response and adapt to unexpected events Identify areas for improvement and develop strategies for solving difficulties and conflicts within the group Organize sessions for group members to share their positive experience with teachers in other groups. Hopefully, this arrangement will provide opportunities for learning from other groups and new insights may be gained for formulation of future plans
Teacher level
The SSMP agent helps teachers to evaluate and reinforce positive experience of teachers' self-management effectiveness in achieving their personal work goals, specifically in terms of achievement of the self set performance standards. This is a good way for refreezing individual teachers' self-management practices, yet is very time consuming The SSMP agent creates opportunities for teachers to share with peers their positive experience in evaluating their performance against performance standards; achieving personal goals; learning from significant others in work; ways they solve their problems in work; priority setting; time and resource management; attending professional development programmes; job redesign efforts; effective use of self-management skills; setting up affiliation with parents; etc. These arrangements open up a full spectrum of sharing topics and meanwhile strengthening the position of teachers who share their experience The topics proposed above may take the form of study groups and sharing sessions with colleagues of the same school or other schools in inter-school visitations; through encouraging teachers to participate in these activities, teachers may gain new learning and insight to improve and develop strategies for solving personal difficulties in work and formulation of future plans and practices ically and the time spent may not be effective in solving the problems. Moreover, the SSMP agent needs to be very sensitive to the possible negative feelings generated in school members. Providing incentives is also an important skill that gives tailor-made incentives to concerned parties according to their needs. For example, the SSMP agent may make teachers understand that the practice of self-management in the school at multilevels could empower teachers with instructional autonomy, provide them with chances to be involved in the formulation of school and group plans; and facilitate them to manage their work effectively. As a result, their work, especially their classroom teaching will benefit and be rewarding. This type of "secondary" incentive is good for driving school members to treasure their self-management practices at the three levels. However, the provision of some kinds of incentives like reduction in teaching load and promotion prospects may incur very high costs to the school and work groups, and create unexpected reaction from other interest parties. Another limitation of this skill is that school members may rely on incentives before effective implementation of the plans.
When there is an urgent need to implement the self-management plan, or the use of other skills, it will incur high costs such as time and resources; the use of manipulation and co-optation will then be somewhat effective. For example, appoint an influential teacher to the leader of the school self-management project or alienate those against the selfmanagement initiative. It should be noted that if not used tactfully and adequately, this skill will ruin the already established good and harmonious working relationship among school members and work groups. It will also reduce the initiative of teachers. Thus, it may impose a certain degree of negative influence on the implementation of future plans.
Similar to the skill of manipulation and cooptation, coercion can also elicit very fast implementation of a change plan. When the work is related to the immediate interests of the school, parents or students and an urgent action is required in order to reduce the associated threats, the use of this skill may be considered. Since the nature of multilevel self-management aims to encourage human initiative and facilitate continuous learning and development, the use of this skill is in general not so appropriate to implementing self-management.
In order to use these seven skills effectively, we need to understand how their use may elicit different degrees of reaction in school members. These seven skills may be arranged in a hierarchy in terms of the types of changes they may induce in teachers, as shown in Figure 1 . The use of different skills will elicit different changes, ranging from the most overt behavioural changes to deep level cognitive and affective changes. For example, the use of "education and communication" or "participation in planning" may induce deep level cognitive and affective changes, while the use of "coercion" and "manipulation and co-optation" may elicit overt behaviour of teachers only. As discussed above, the emphasis of self-management is on human initiative and continuous development of teachers, groups and the whole school. Therefore, the use of skills should tend to be those at the high level, including "education and communication", "participation and involvement" and "facilitative support" which can help school members to achieve the necessary affective and cognitive changes in addition to the behavioural changes.
Conclusion
The practice of the presented strategies together with the appropriate skills is essential for the school to gain the required vitality to reduce resistance, induce readiness and reinforce successes in the launching of selfmanagement initiatives at multilevels.
However, merely practising them without a comprehensive developmental plan, the school as a whole may not be able to invest its energy and effort in a focused and consistent way. Thus, the advantages of practising selfmanagement may not be derived as expected. The formulation of a comprehensive developmental plan for launching a self-management initiative in a school should be based on the above proposed strategies and skills. In addition, the following considerations may be useful.
Before launching the self-management initiatives, the SSMP agent should assess the readiness of the school as a whole, work groups and teachers in practising self-management. With this information, the SSMP agent will then formulate a series of unfreezing activities for the three levels of key actors before moving to the changing stage. In general, it is beneficial to start the unfreezing work at the teacher level first. However, the move will greatly depend on the readiness of the teachers. Figure 2 illustrates the strategies for launching self-management initiative with unfreezing work done first at the teacher level, then at the group level and finally at the school level.
In other cases, when the teachers have already acquired a certain level of readiness, the unfreezing effort may start off at both the teacher and group levels and then at the school level. Figure 3 illustrates this example. In sum, there is no one universal strategy for launching self-management initiatives. Schools should develop their own developmental plans according to their unique conditions.
Implementing multilevel self-management in a school is a change initiative that requires a huge amount of effort from school members. If launched casually, schools may often expect negative and unrewarding results. The present paper attempts to provide comprehensive strategies for launching self-management in schools by taking the advantages of the conception of Cheung and Cheng (1996a) . It is hoped that the proposed ideas and strategies may provide insights for practitioners to develop their plans to implement multilevel self-management in schools more effectively in either local or international contexts. [ 168 ]
